
































































































































































































































THE INTERNAL REVENUE SERVICE 103 

worked out 'in order to render a prompt and clear-cut decision. Burdened with 
detail, you will find it difficult to look very far into the future and equally difficult 
to get around and test the effects of your leadership. 

Full use must therefore be made of your staff. To achieve this full use, you 
give one primary thing to them-delegation-and receive one primary thing from 
them-completed staff action. 

Delegation, with full authority to act, should be made to the lowest practicable 
supervisory level. If there is then tangible evidence that the work is being 
improperly done, the delegation should be temporarily withdrawn. Concur
rently, there is demonstrated to you a need for prompt training or for an equally 
prompt change in personnel. 

Each staff leader should see to it that each supervisor fully understands the 
following basic principle and should make it clear that the supervisor has the 
authority to carry it into practice: Each problem arising should be disposed of 
by the decision and action of the lowest level supervisor who is fully informed 
on the issue and who has the facts on which to base a decision. It is his business 
to assume responsibility and to act. That principle has been previously stated 
but it bears repeating. It assumes, too, that delegation is not delayed pending 
full proof of the individual's ability to discharge it. Best proof is to give it to 
him, watch what he does with it, and not interfere. 

Completed staff action is the study of a problem and presentation of a solu
tion, by a staff member, in such form that all that remains to be done by the 
staff leader is to indicate his approval or disapproval of the completed action. 
The words "completed action" are emphasized, because the more difficult the 
problem is, the more the staff member's tendency is to present the problem in 
piecemeal fashion. Your staff member works out the details. Although it is 
easy for him to ask you what to do, and it appears easy for you to answer, he 
must resist that impulse. He will succumb to it only if he does not know his 
job, or if you encourage him to consult you in the determination of details. It 
is his job to advise you what you ought to do, not to ask what he ought to do. 

You should not be worried with long explanations and memoranda. Rarely 
does writing a memorandum to you constitute completed staff action, but writing 
one for you to send to someone else does. The views of a member of your staff 
should be placed before you in finished form so you can make them your views 
simply by signing your name. In most instances, completed staff action results 
in a single document prepared for your signature and without accompanying 
comments except in the case of lengthy documents which should be briefed. If 
the proper result is reached, you will usually recognize it at once. If you want 
comment or explanation, you can ask for it. A rough draft is not precluded, 
but the draft must be complete-not a half-baked idea used as an excuse for 
shifting to you the burden of formulating the action. 

The final test a staff member should give himself is this: Would I be willing 
to sign the paper I have just prepared and stake my professional reputation on 
its being right? 

A good staff member knows what you want, the way you want it, then spares 
no effort to give it to you that way. This does not mean he is to be a "yes" man. 
To the contrary, he should have the personal courage and integrity to present his 
best ideas and thoughts irrespective of the known opinion of others. Once a 
decision is made, however, he must stick to it as if the decision had been his own. 

A staff member must keep you informed on all important matters affecting 
your responsibility. Your embarrassment can well be imagined when you 
discover from an outside source that something has been going on in your office 
for some time and a staff member has failed to inform you of it. Matters of 
this kind are a real test of the judgment and commonsense of the staff member. 

At the same time, you must recognize that this is not a one-way street. You 
must keep your staff informed, both as to broad plans and as to individual actions 
affecting them. The embarrassment of one of your assistants can well be imag
ined when, directing an action to one of his people, he learns for the first time 
that you have already ordered it done differently. In this instance, not only 
should you have immediately informed your assistant of your order but his man 
should also have informed him of your order. 

Closely connected with the principle that you should be informed of all impor
tant matters is another-an assistant should never trespass on your authority. 
One who attempts to do so will quickly find he has lost your faith-and his useful
ness. He represents you, not himself, and your wishes on matters of policy must 
first be found out before policy is placed into effect. 
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In dealings with persons both within and outside the Service, a staff member 
should always clearly distinguish between the opinions he expresses from a per
sonal viewpoint and those which are to be considered official. You are responsible 
for official statements of your staff. You are not responsible for their personal 
opinions and should not be subject to criticism because of their failure to make 
such a distinction. 

Each of your staff members has a positive as well as a negative obligation to 
you. Not only should he protect you by proper conduct and by performing 
correctly the work assigned, but he should constantly use initiative to improve 
his value to you and to your office. He may not be criticized for attempting 
more than he is required to do, but he should be criticized for being content to 
perform only what he is given to do. Enterprise and imagination, tempered 
with tact and a realization of the problems of others, will greatly increase his 
usefulness. 

Your responsibility is to stimulate him in this direction, to back him up, to 
encourage his use of initiative. In so doing, you will earn his loyalty and respect, 
neither of which you can command merely by virtue of your position. 

Out of the so-called horizontal relationships between your staff members comes 
teamwork-or lack of it. One of the first essentials in these relationships is 
knowledge on the part of each assistant of each other assistant's function. Each 
has a responsibility to assure himself that any action he takes which affects 
another assistant's operations meets with the other's approval. Knowing what 
the other assistants do, how they do it, and why they do it, he is better able to 
see the implications before taking or proposing an action. 

No assistant should ignore a problem on the grounds that it does not directly 
concern his function. The important consideration is that it concerns the office, 
and he therefore has a responsibility to stimulate a solution. To ignore the 
problem is to contribute to the evil of overspecialization and in so doing to obscure 
the purpose of being on the payroll in the first place- to help you. 

Coordination comes out best in direct relations between staff members
assistants with assistants, division chiefs with division chiefs, branch chiefs with 
branch chiefs. If an assistant dips beneath another assistant to discuss a matter 
with one of his division chiefs without first telling him about it, he likely will put 
the marble machine on "tilt." 

There is a tremendous cumulative effect in sound staff work. Assuming that 
authority to act has been delegated to the lowest practicable supervisory level, 
that each problem arising is disposed of by the decision and action of the lowest 
level supervisor, and that each staff member at each level fully discharges his 
staff responsibility, problems become progressively simpler at each upward level. 
The branch chief has more time and opportunity to be a leader. The division 
chief finds his branches running more smoothly and can concentrate more on 
providing executive leadership and furnishing staff recommendations upward. 
Each of your assistants then spends little time in untangling operational knots 
and is provided with a clear- picture of the work and progress of his divisions. 
Each thus has more time to view the work of his divisions in perspective and is 
able to provide clear-cut information, advice, recommendations and assistance to 
you concerning his operations and plans. 

Relationships involving technical guidance and assistance 
Here without doubt is the toughest relationship problem in regional adminis

tration and therefore the biggest challenge to your ability as a Regional Com
missioner. 

The problem has been created largely out of widespread misunderstanding of 
the essential purpose of a staff. The purpose is to help, guide, counsel, and 
measure. It is when a staff gets the idea its purpose in life is to direct another 
staff that relationship problems begin to multiply. 

For example, the Audit Division Director under the Assistant Commissioner 
(Operations) develops a broad, nationwide audit program for the approval of the 
Commissioner. "Then the program comes to you, it comes from the Commis
sioner and it is your responsibility to carry it out. You do so by having your 
Audit Assistant develop a regional program for you and you then give it to your 
District Directors whose responsibility is to put the program in. operation with the 
assistance of their Audit Chiefs. 

Then a relationship of guidance and counseling and measuring begins to work 
down through the three Audit staff levels. In direct relationships, the Audit 
Division Director helps your Audit Assistant and he in turn the District Director's 
Audit Chief in unraveling knotty technical problems. If the concept. of service 
is followed, the relationships will not result in eit.her you or the District Director 
















